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Figure 18

ROUTE 5 REVISED ALTERNATIVE - WEEKEND
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Add On-Demand Service at the DMV and Costco / Home Depot

Under this scenario, the DMV and the Costco / Home Depot shopping centers would be served
on-demand. Additionally, to allow for these new service areas without increasing operating
costs, the Cluff / Beckman loop in the northeastern portion of the route would also be operated
on-demand. However, this option is not the most ideal; if too few passengers are requesting
service at either the DMV or Costco / Home Depot, the route has additional running time and
must sit and wait at stops. Buses should not leave stops early, as there is the potential to miss
passengers. With deviated stops, a transfer point should be provided to allow time for buses to
stop and wait, improving on-time performance.

On-demand stops would not be part of the fixed schedule, but would rather be served on an as-
needed basis. Passengers would be required to call ahead to let the dispatcher know they need
service at one of these stops; likewise, if the passenger is on the bus, they would need to
inform the driver ahead of time that they would like to be dropped off. While Figure 17 shows
the scheduled stop option, the bus would use the same route to Costco / Home Depot, only it
would be provided on-demand. Typically, bus stop signs have a phone number to call and
marked as “on-demand stop only”.

As mentioned, and as shown in Table 17, this scenario would not impact vehicle service hours,
vehicle service miles or operating costs. It would, however, increase ridership and farebox
revenues. Ridership is expected to increase by roughly 10 percent, or 2,400 passenger-trips per
year (7 trips per day). This accounts for potential losses in ridership from the revision of the
Cluff / Beckman loop changing to on-demand service. The new ridership would generate
approximately $1,700 in farebox revenue, which would reduce the overall operating subsidy for
the route by $1,700.

Eliminate Express Route 7

As discussed in previous chapters and shown in Table 7, Express Route 7 is currently carrying
roughly 586 passengers per year (based on 2012-2013 ridership data), or 1.1 passengers per
vehicle-hour. The total operating costs for the route total approximately $36,400 per year.
Calculating the cost per passenger-trip for this service shows that Lodi Transit is expending on
the order of $62.12 per passenger-trip to operate the route. In comparison to other routes that
are carrying far more passengers (i.e. Express Route 1 with 17.8 passenger-trips per hour), this
Express Route is extremely inefficient. By eliminating an underperforming route, financial
resources could be utilized more efficiently for other transit system improvements, such as
expanding operating hours. Eliminating this route would save Lodi Transit roughly $36,000 per
year in operating subsidy, as shown in Table 17.

DEMAND RESPONSE SERVICE ALTERNATIVES

Currently, the Dial-A-Ride / VineLine system appears to be meeting the needs of most potential
customers. However, should fixed route hours be expanded, the demand response system
hours must also be expanding in order to comply with ADA regulations. The following scenarios
are based upon the fixed route expansions and should be looked at as “pairs” to their fixed
route equivalent — for example, if the fixed route hours extend to 9:15 PM on Saturdays, then
the demand response system should operate until 9:30 PM.
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Extend Weekday DAR / VineLine Hours to 7:30 PM

Expanding DAR / VineLine hours to 7:30 PM on weekdays, to coincide with the respective fixed
route hour expansions, would increase operating costs by roughly $36,800 annually, as shown
in Table 17. This increase is due to operating an additional 16,286 vehicle miles and 298 vehicle
hours. With the increased operating hours would come increased ridership. Based on existing
productivity and the relative ridership in the additional hours seen in similar transit systems
currently operating into the evening, ridership would grow by about 19 passengers per day, or
4,970 annual passenger-trips with the hour extension. Farebox revenues would increase by
$8,440 annually, based on the average fare currently paid, which would reduce the marginal
subsidy to $28,400 per year.

Extend Saturday DAR / VineLine Hours to 7:30 PM

The first of the three potential Saturday expansion is to serve DAR passengers until 7:30 PM.
This option would increase operating costs by roughly $9,700 per year, the result of adding 885
more vehicle miles and 209 more vehicle hours, as shown in Table 17. Extending the service
would increase passenger-trips by roughly 270 per year, or 5 passenger-trips per day. This
estimate was determined by reviewing previous ridership data for Dial-A-Ride / VineLine when
the service operated longer hours, as well as from data from similar sized systems. The
resulting ridership growth would lead to roughly a $460 increase in farebox revenue, and would
require $9,200 more in operating subsidy annually.

Extend Saturday DAR / VineLine Hours to 8:30 PM

The second option is to expand operating hours to 8:30 PM on Saturdays. This would add on
roughly 5 hours per day compared to current service levels, totaling roughly 983 miles per year,
while mileage would increase by 262 vehicle hours per year. This increased service would cost
Lodi Transit roughly $12,000 per year in operating costs, however due to an increase in
ridership, operating subsidy would increase by $11,500. The ridership growth is estimated to be
roughly 300 passengers-trips per year, or 6 passenger-trips per day, and would generate
approximately an additional $510 in farebox revenues. This information is presented in Table
17.

Extend Saturday DAR / VineLine Hours to 9:30 PM

The final Saturday service expansion option is to operated DAR/VineLine until 9:30 PM. By
doing so, operating costs would increase by approximately $14,200 annually, due to an increase
of 1,147 vehicle miles and 313 vehicle hours. Ridership is estimated to grow by 350 passenger-
trips per year (7 passenger-trips per day) and would lead to an additional $590 in farebox
revenue. Subtracting this new revenue from the expected increase in operating costs yields an
anticipated marginal operating subsidy for the expansion of roughly $13,600 per year.
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Extend Sunday DAR/VineLine to 3:30 PM

In addition to Saturday expansions, Sunday hours may also need to be increased. The first of
two options is to operate DAR/VineLine until 3:30 PM, adding on roughly 2 more hours of
service. This small increase in operating hours would increase vehicle hours by 328 miles and
vehicle miles by 109 hourss. The result is an increase in operating costs of approximately
$4,800 per year. Expanding Sunday hours is estimated to generate only 100 additional
passenger-trips per year, or 2 passenger-trips per day, and would provide an additional $170 in
annual farebox revenue. Considering these components, the marginal operating subsidy would
be $4,600 per year.

Extend Sunday DAR/Vineine to 4:30 PM

The last of the two Sunday options is to expand hours by 3 hours per day, until 4:30 PM. This
would increase operating costs by $7,500 per year, the result of 721 more vehicle miles and
160 more vehicle hours, as shown in Table 17. Approximately 220 additional passenger-trips
would be completed during the extended hours, or 4 passenger-trips per day. Farebox revenues
would increase by $370 annually, reducing the marginal operating subsidy to $7,100 per year.
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Chapter 6
Capital Alternatives

This chapter provides options and strategies to address the various capital needs associated
with a transit program, including the transit vehicle fleet and bus stop improvements.

FLEET REPLACEMENT

Lodi Transit currently has a fleet of 26 buses for fixed route and demand response services,
with an average age of 5.1 years. As shown in Table 18, all of the Lodi Transit vehicles are due
for replacement within the timeframe of this SRTP update. Of these twenty, 13 are planned for
replacement in 2013 with secured funding, and another 4 vehicles are planned to be replaced in
2014. Another two vehicles should also be replaced, not inclusive of the Trolley which is not in
service at this time. The second round of replacement will occur beginning in Fiscal Year 2018-
19, and includes replacement of the same vehicles as well as the 6 EZ Rider buses (Fiscal Year
20122-23). As shown in the table, the majority of these vehicles are cutaway styles that are
used for both fixed route and demand response. The cost of these smaller vehicles is roughly
$150,000 per vehicle. It is assumed that the City of Lodi will continue to procure vehicles that
are Compressed Natural Gas fueled, to comply with local goals and the California Air Resources
Board compliance plan.

TRANSIT FACILITIES
Construct New Transit Passenger Facility in Southwestern Lodi

Four of the five Lodi Transit routes serve the southwestern portion of Lodi, specifically the
shopping centers at Lower Sacramento Road and Kettleman Lane, where numerous transfers
between routes are possible. The shopping centers include major destinations, including
Safeway, Target, Staples, Walmart and Lowes, while a Walmart SuperCenter is in the planning
stages as well. In addition, San Joaquin RTD routes also serve this area, providing key regional
connections. As such, this area has become a key component in the mobility of transit
passengers in Lodi. Due to the activity in this area, the addition of a new transit center or
transfer facility would be beneficial.

The transit center would not need to be as formal as the downtown Lodi Transit Station, but
rather a location where all the buses could come together to provide easy transfers.
Additionally, real-time transit information and passenger facilities (benches, sheltered waiting
areas, trash receptacle, restrooms, etc) would be provided, at the discretion of staff. Facilities
such as restrooms require more maintenance than shelters/benches, and therefore increase
maintenance costs. With real time transit information available, such as NextBus technology,
the need for a staffed information kiosk could be eliminated. Schedules and maps for both
GrapeLine and San Joaquin RTD would be posted in vandal-resistant cases to provide
passengers with all the route information.

An optimal configuration for the facility would be an island design, similar to that found at the
downtown center. This would provide passengers with the ability to transfer between buses
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TABLE 18: City of Lodi Transit Vehicle Fleet Inventory
Vehicle Age Replacement

Make Model Usage (as of 2013) Date
Ford Starcraft Fixed Route 4 2014/2019
Ford Starcraft Fixed Route 4 2014/2019
Ford Starcraft Fixed Route 4 2014/2019
Ford Starcraft Fixed Route 4 2014/2019
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018
Ford Starcraft DAR/Para/Fixed Route 6 2013/2018

El Dorado Aerotech DAR/Paratransit 11 2013/2018

El Dorado Aerotech DAR/Paratransit 11 2013/2018

El Dorado EZ Rider Fixed Route 1 2022

El Dorado EZ Rider Fixed Route 1 2022

El Dorado EZ Rider Fixed Route 1 2022

El Dorado EZ Rider Fixed Route 1 2022

El Dorado EZ Rider Fixed Route 1 2022

El Dorado EZ Rider Fixed Route 1 2022

Champlain 1608 TROLLEY Fixed Route 12 2013

Source: City of Lodi Transit, 2013

without the need to cross travel lanes, and would reduce walk distances. If possible, this could
be sited within one of the existing parking lots at the Target / Safeway, Walmart or Lowe’s
shopping centers, depending on available space, where buses pull up on either side. Another
option would be to provide a curbside design along Kettleman Lane, where there is significant
right of way available outside the travel lane. Here, multiple sheltered waiting areas are
provided along the sidewalk and buses line up along the curb.
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In order to move forward with this project, a detailed study would first need to be completed
regarding site location, site design and construction costs. This study would need to consider
the following factors:

o Availability of land (preferably existing publicly-owned right-of-way or parcels)

Impact on route running time, including delays associated with movements onto major
roadways

Convenience of walk distances and accessible travel paths to key transit trip generators
Ability to provide short walk distances and accessible travel paths between buses
Availability of utilities, and impact on existing utilities

Visibility for both passengers and the general public

Overall construction and ongoing maintenance costs

Once a site and conceptual design are defined, engineering and site design would need to be
completed, along with permitting, procurement of a contractor, and construction.

Expand Existing Lodi Transit Station

Lodi Transit buses are parked at the transit station in downtown, which reduces operating costs
by minimizing out-of-service travel costs. However, the bus parking area is not secured. While
there have been no major incidents reported beyond some vandalism, liability is reduced when
vehicles can be stored in a secured area. Additionally, while the transit station has space for
driver and staff training and meetings, the area is too small and does not meet the needs of the
staff. Therefore, another key component of an expansion would be to construct more office /
administrative space to be used for driver and staff meetings, as well as to hold general transit
meetings and public workshops. Under this alternative, the City would investigate means of
providing secured parking for transit vehicles in the vicinity of the Transit Station, along with
potentially providing additional office/administrative staff.

Install Bus Wash Facility and Upgrade Fueling Facility

The City of Lodi uses a CNG fueled fleet for both transit revenue and non-revenue vehicles. The
Municipal Services Building, located at the corner of Kettleman Lane and Ham Lane, houses a
fueling facility for the City's fleet. In addition, other agencies are able to pay for the use of the
facility, as is the public. Buses are washed off-site at the Lodi Unified School District facility, and
when not available, through a private company that is paid for by the contractor, MV
Transportation.

With all the use of the fueling facility, Lodi staff is experiencing maintenance issues. To address
this, the City of Lodi has retained an engineering firm to evaluate upgrading the CNG facility in
Fiscal Year 2013-2014 and FY 2014-2015. The City is implementing a fueling management
system to improve vehicle mileage monitoring and reporting. Not having on-site washing
capability is also not ideal for Lodi Transit, as it adds operating costs. The existing Municipal
Services Building currently has space to add a bus wash bay, and the City is planning to install
this facility in Fiscal Year 2013-2014. The combined project (fueling management system and
bus wash facility) is estimated to cost roughly $240,000. Money has been allocated to pay for
these upgrades, however a formal RFP process must first occur. The fueling facility upgrades
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are estimated to cost approximately $200,000. Either funds from the Air District grant, state or
federal funds will be utilized.

TRANSIT STOP IMPROVEMENTS

The “street furniture” provided by a transit system is a key determinant of the system’s
attractiveness to passengers, residents, and visitors, as they increase the physical presence of
the transit system in the community. Bus benches and shelters can play a large role in
improving the overall image of a transit system and in improving the convenience of transit as a
travel mode. More importantly, shelter is vital to those waiting for buses in harsh weather
conditions.

Lodi Transit has recently cataloged its passenger amenities, which consist of bus stop signs and
occasional benches, trash cans, and information kiosks, as well as shelters. Additionally, the
Consultant Team surveyed each bus stop in the system and noted any deficiencies or issues
observed. Table 19 provides observed issues and potential recommendations for improvements
at specific stops.

e The majority of the issues surrounding Lodi’'s bus stops are due to ADA accessibility. Many
stops do not have adequate space for wheelchair boardings and alightings. Where feasible,
wheelchair pads should be installed to comply with regulations.

o Ultimately, all bus stops should be provided with a wheelchair pad directly at the
stop. Stops were reviewed to identify if a reasonable option is available to use an existing
paved area near the stop in the interim. This information is not included in Table 19.

e For the most part, bus stops were in good condition and did not need upgrades. A handful
of stops needed tree branches trimmed to enhance sign visibility, or needed benches
replaced.

¢ While not always avoidable, there were bus stops that did not have adequate pullout space
available, resulting in the bus blocking the travel lane. If possible, bus pullouts should be
constructed, or if feasible, stops should be moved to alternate areas where lanes would not
be blocked. Additionally, if boarding and alighting data shows that the stop receives little to
no activity, it may be worthwhile to eliminate the stop from the route.

Bus Shelters and Benches

Adequate shelters and benches are particularly important in attracting ridership among the non-
transit-dependent population — those that have a car available as an alternative to the bus for
their trip. Preference should be given to locations with a high proportion of elderly or disabled
passengers and areas with a high number of daily boardings. In general, stops with 5 or more
boardings per day should include a bench, and at stops with 10 or more boardings, a shelter is
appropriate. Regular boarding and alighting surveys (as discussed in Chapter 7) would provide
information related to passenger activity that could be used to identify potential bench and
shelter locations. Lighting and safety issues are equally important along major highways.
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TABLE 19: Bus Stop Deficiencies and Recommended Improvements

Stop Route Deficiency / Issue Recommended Improvement
Church / Olive Court SB 1 No lighting; Tree- blocking bus stop  Trim tree t.o m?ke s.ign visible;
sign Add lighting fixture
Inadequate distance available for
Church / Eureka NB 1 q . . o Install wheelchair pad
wheelchair boardings/alightings
No opportunity for wheelchair .
Church / Eureka SB 1 . Install wheelchair pad
loading
Lakewood School WB 1 No seating available May warrant a bus bench
No bench or seating available, no Install bench, move stop to just
Lakewood School EB 1 ) . ]
pedestrian crossing protection east of Ham Lane
Install bus pullout area, if
Turner / Lower Sacramento Rd 1 Stop blocks one travel lane P .
feasible
Lower Sacramento Rd / Tejon St 1 Tree blocking bus stop sign Trim tree to make sign visible
No opportunity for wheelchair
Lower Sacramento Rd / Lodi St 1 PP y‘ Install wheelchair pad
loading
Lower Sacramento Rd / Tienda (@ 1 Poor condition of bench at shelter; Replace bus bench; Install bus
Marshalls) Bus blocks travel lane pullout area, if feasible
No opportunity for wheelchair
Central / Cypress 2 PP y. Install wheelchair pad
loading
No opportunity for wheelchair
Central / Mission 2 PP y. Install wheelchair pad
loading
No opportunity for wheelchair
Oak / Washington WB 2 PP y- Install wheelchair pad
loading
Ham / Crescent 2 Fair condition of bench Replace bus bench
Stockton / Pine 2 Bus stop sign needs to be replaced Replace bus stop sign
Lockeford / Loma Dr 3 No seating available May warrant a bus bench
No opportunity for wheelchair
Ham / Tokay NB 3 PP y- Needs wheelchair pad
loading
No opportunity for wheelchair
Century / Ham 3 PP y- Need wheelchair pads
loading
No opportunity for wheelchair
Hutchins S. of Chestnut NB 4 PP v . Wheelchair pad, possible bench
loading
Lodi East of School St 4 No seating available Possible Bench
. Establish new stops on both
Tokay Near Crescent 4 1/2 miles between stops sides
N tunity f heelchai
Vine St E of Fairmont Avenue WB 4 © opportunt y.orw eelchair Needs wheelchair pad
loading
No opportunity for wheelchair
Scarborough N. of Wimbledon 4 PP y. Need wheelchair pads
loading
No opportunity for wheelchair
Ham S. of Century SB 4 PP y' Needs wheelchair pad
loading
Turner / Cluff 5 No seating available May warrant a bus bench
No opportunity for wheelchair
Cherokee / Poplar SB 5 PP y' Needs wheelchair pad
loading
Wide grass strip precludes
Cherokee / Kettleman NB 5 & ] PP Needs pad and accessible path
wheelchair access to stop
Cherokee / EIm NB 5 No seating available May warrant a bus bench

Source: LSC Transportation Consultants, Inc.

City of Lodi
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Consideration of evening service should include an analysis of lighting needs at designated bus
stops. This could range from overhead street lighting to a low powered light to illuminate the
passenger waiting area.

Improved Bus Stop Maintenance

Lodi Transit currently maintains all bus stops and shelters, including the use of pressure wash
equipment. During the course of this study, there were comments received at public workshops
regarding the condition of the bus stop at the LOEL Center due to vandalism and trash. Lodi
Transit recently conducted a survey of all passenger amenities, and is working on stops that
need repairs, including the stop at the LOEL Center. This inventory should be repeated on a
regular basis to insure that passenger amenities are repaired and maintained in a timely
manner after accidents, storms or acts of vandalism.

SECURITY NEEDS
Security Cameras on Buses

While Lodi's EZ Rider fleet is currently equipped with security cameras, the remaining vehicles
in the fleet are not. Existing cameras are considered “drive cams” and are turned on when
either the bus hits a bump or on demand from the driver. Staff has expressed interest in
installing security cameras on the rest of these vehicles to aid in safety. Security cameras have
proven to be very useful in other transit systems in addressing public safety and operational
issues, and are becoming the standard of the industry. The cost to install cameras on each
vehicle is roughly $2,500 per unit, and would need to be installed on the existing 19 vehicles
(not including the Trolley) as well as subsequent replacement vehicles in the future.

Cameras at the Transit Station / Parking Structure

Recently, cameras have been installed at the Lodi Transit Station and Parking Structure based
on available funding. Installing a video surveillance system helps protect the property as well as
safe-guard employees who work very early or late when few other people are around.
Additionally, they provide an eye on the vehicles that are stored on-site, which could limit
vandalism. The installation of an additional facility surveillance system would cost roughly
$1,000, with an annual fee of approximately $400.

ADVANCED PUBLIC TRANSPORTATION SYSTEMS (APTS)
AVL Technologies

An Automatic Vehicle Location (AVL) system is a computer-based vehicle tracking system that
uses a specific location technology (typically Global Positioning Satellites (GPS)) and a method
of transmitting that real-time location of any receiver-equipped vehicle to a dispatch center.
GPS satellites locate the bus, and the location data are then transmitted to the transit center
through the communications system. The AVL data can be used on a real-time basis for daily
operations or archived for further analysis.

When combined with other technologies or processes, AVL provides many benefits in the areas
of fleet management, systems planning, safety and security, traveler information, fare payment,
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and data collection. Introduction of an AVL system is often the first step in a more
comprehensive Intelligent Transportation Systems (ITS) implementation.

Some common uses and combinations of AVL technology include the following:

o Daily Operations: Combined with Computer-Aided Dispatch (CAD) and Geographic
Information Systems (GIS), AVL can allow Dispatchers to optimize service, which aids in
providing transfers between routes. This is particularly important in Lodi with regards to
transfers between GrapelLine buses, and to/from San Joaquin RTD routes. For demand-
response services, AVL can allow each vehicle to service more passengers. Transit agencies
often realize reductions in nonrevenue miles as well as passenger wait times, and in larger
system it can allow a reduction in fleet size. AVL is also utilized by Transit Signal Priority
(TSP) systems through the detection of specific transit vehicles as they approach select
intersections.

o Safety and Security: AVL data displayed on a GIS map facilitates incident response.

e Systems Planning and Fleet Management: AVL data is used for systems planning and
fleet management. When this data is combined with bus stop and facility inventory data,
they can be mapped on GIS. This data can also be linked to Automatic Passenger Counters
(APC) to gather ridership information by location and time. The data is used for planning
routes, schedules, passenger miles travelled data, and facility and fleet requirements.

e Traveler Information: When linked to an electronic traveler information infrastructure, an
AVL system can provide information on expected arrival times. This information can be
provided via the internet (including directly to smartphones) as well as on reader boards at
key transit stops (such as NextBus).

e Electronic Fare Payment: An AVL system can collect fare information by location and
trigger electronic fare boxes to accept different payment amounts across fare zones.

A number of rural and small urban transit systems have implemented AVL systems. The extent
to which each has incorporated these systems into a system-wide APTS program varies
according to the complexity of each transit system. In general, however, AVL is a core
technology for larger agencies, especially bus and multimodal agencies, as they can spread the
cost of the system over a larger fleet size.

The average cost of a baseline AVL system is approximately $15,000 per vehicle. When
combined with other technologies or processes, AVL can deliver increased benefits in the areas
of fleet management, systems planning, safety and security, traveler information, fare payment,
and data collection. Introduction of an AVL system is often the first step in a more
comprehensive APTS implementation.

In addition to providing tools to better manage the operations of the transit system, one strong
benefit of AVL is the added convenience to passengers. Specific ways in which AVL can benefit
Lodi Transit passengers include the following:

e Using AVL technologies to announce arrival times or expected delays allow passengers to
make “real time” decisions about options for their trip.
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e The fact that AVL results in more consistent transfer opportunities between buses means
that a higher proportion of passenger’s trips can be accomplished without long delays
caused by missed transfers.

e Providing passengers with up-to-date information on services reduces the stress associated
with delays.

e AVL allows police and medical personnel to more quickly respond to an incident on a bus.

e AVL helps ensure that bus stop announcements are consistently provided, which is a great
help to blind passengers.

Overall, passengers are more likely to use transit services if they have better and more
instantaneous information about bus arrivals and departures, which results in a growth in
ridership.

Electronic Fleet Management System

Other electronic fleet management systems are employed by many facets of the transportation
industry including transit, trucking and school transportation. The main feature is a GPS
component, however they also include pre- and post-trip inspection system. The systems
include a handheld device that is used to generate bus inspection reports that track vehicle
maintenance, regulatory compliance and driver performance. The GPS component tracks the
vehicle’s location in real time, and the system can provide information to the transit system
regarding vehicle speed, location, idle time and real time diagnostics. The main features
include:

e GPS that provides information in latitude, longitude, time and odometer;

e Inspection and repair monitors that automate and improve maintenance tasks;
Real-time vehicle diagnostics that reads and reports data remotely;

e Trip level metrics that measure fuel consumption;
e Enhanced tracking that connects drivers to vehicles for performance reporting;

e Dynamic geo-fencing that creates geographical tracking parameters and provides real-time
alerts; and

¢ Intelligent navigation and guidance, designed to improve route management and
communication.

While many smaller urban transit agencies have employed these types of systems, its value is
not as advanced as other AVL technologies, as discussed above. The information regarding bus
location or route data is not transferrable to other technologies, such as mobile information
kiosks (NextBus) or with Google Transit. Lodi Transit is currently utilizing Google Transit and a
modified NextBus texting system. Overall, the fleet management systems are a great tool for
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vehicle inspection / maintenance and GPS location services, however as a standalone AVL
system, they are not as comprehensive as other systems.

Real Time Traveler Information at Key Stops

Real time traveler information, such as NextBus, is a newer technology that is very popular with
both urban and smaller urban systems. The system uses GPS and computer modeling data to
provide real time information to passengers, such as vehicle location and when the next vehicle
will be arriving at a stop. Lodi Transit currently employs a similar system where passengers can
text the code of their bus stop and receive information as to when the next bus will arrive.
However, NextBus provides this type of information automatically on a screen that is installed at
the bus stop. It can provide information for different routes at one given time, as well as for
multiple transit agencies. The latter point is key where there are connections between different
systems, such as GrapeLine with the San Joaquin RTD or SCT/Link. In addition to providing the
information at a bus stop, passengers can also use their phones or computers to access the
route information. Installing these screens at key stops, such as at the Lodi Transit Station and
larger stops where transfers between RTD occur, would benefit both the transit system and the
passengers. There are a variety of options, including both scrolling reader boards as well as full
monitor screens. The cost to install the screens is roughly $20,000 per location.

Farebox and Vault Equipment Upgrades

Currently, Lodi Transit does not have a vault for their fareboxes and associated cash revenues.
As buses arrive at the Lodi Transit Station, dispatchers board the buses and remove and replace
the farebox equipment, carry it inside the dispatch building, put the farebox on a cart and
wheel it into the meeting / counting room. Once inside, the fares must be “dumped out”
manually, then counted. Due to the heavy nature of the fareboxes, a vault will reduce the
walking distance for dispatchers carrying fareboxes.

The City of Lodi is planning to purchase a vault to be installed at the exterior of the dispatch
building. With this, drivers would remove the fareboxes and place them in the vault from the
outside. Inside the building, staff is able to remove the cash fares from the vault, which will also
“dump” the fares out automatically, thus eliminating the need to lift up the farebox and transfer
it to another room. Rather, the cash only would be transferred to the counting room.
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Chapter 7
Institutional / Management Alternatives

Beyond issues of service design and capital improvements, there are numerous other elements
that go into providing an effective public transit service. This chapter presents a review of
management measures to improve demand response service, marketing strategies, and
monitoring options.

DEMAND RESPONSE IMPROVEMENT STRATEGIES

A review of the demand response system’s operational details and policies was conducted and
compared with the standard practices of other demand response services. In order for a
passenger to use the DAR service, they must make a trip request at least 1 day in advance and
may also request a trip up to 14 days in advance. Passengers must also make their request by
5:00 PM the day before the scheduled trip Monday through Friday, by 3:00 PM on Saturdays,
and by 1:00 PM on Sundays. VineLine allows passengers to call in and leave a message for
reservations on a holiday. These reservation policies are consistent with the majority of demand
response providers, according to a 2004 survey by the Transit Cooperative Research Program
(TCRP), as presented in Synthesis 60, Practices in No Show and Late Cancellation Policies for
ADA Paratransit.

A “pick-up window” is the time prior to and after the negotiated scheduled trip that a passenger
is expected to be ready to travel, and is designed to give the program and its drivers flexibility
and maintain an “on-time” status. The City has defined this window as 10 minutes before and
20 minutes after the negotiated pick-up time. When reviewed against other demand response
providers, a 15 minute window is the most frequently used policy.

Indicators of a demand response systems productivity and performance can be measured by
passenger-trips per vehicle service hour and operating cost per passenger-trip. Data presented
in Chapter 3 indicates that DAR / VineLine generated an average of 2.3 passenger-trips per
vehicle service hour and $38.38 per passenger-trip. A survey of representative systems by the
TCRP (TCRP Report 124, Guidebook for Measuring, Assessing, and Improving Performance of
Demand-Response Transportation) showed a typical range between 1.77 and 3.84 passenger-
trips per hour, and $11.36 to $20.80 operating cost per passenger-trip (based upon the survey
of small urban services). While the cost per passenger-trip is high compared to those peer
systems surveyed, it is not particularly unusual.

Performance and productivity can be impacted by many factors, especially by no shows and late
cancellations. DAR / VineLine defines a no show as when a passenger does not meet the within
5 minutes of the scheduled arrival time, and a late cancellation as when a passenger has called
to cancel less than 1 hour from the passenger’s scheduled pick-up. Both no shows and late
cancellations can significantly reduce the effectiveness of a demand response service by
expending resources while not resulting in a completed trip.
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Strategies to Improve Service Effectiveness

No-shows and late cancellations have many negative effects on the system, as they create a
“hole” in the schedule that could have otherwise been used for a passenger-trip. Further, other
riders are inconvenienced and on-time performance can be degraded. To control the level of no
shows and late cancellations, the following potential strategies and alternatives have been
developed.

Continue Enforcing Policies for Late Cancellations and No-Shows

DAR / VineLine currently has policies related to late cancellation or no shows, however they still
experience a number of these incidents, as they recently started enforcing them in April 2013. A
TCRP study showed that over 91 percent of surveyed demand response programs (123
respondents, total) had written policies. The policy should be strictly enforced to encourage
passengers to follow through with their scheduled trip or cancel within a timely manner. The
TCRP Synthesis 60 study showed that while a system may have policies developed and in place,
a large proportion are not thoroughly enforcing them or have not enforced them at all.

Prior to enforcement of policies, Lodi Transit drivers distributed an enforcement notification to
warn passengers about enforcement. In May 2013, the transit contractor began using an
automatic phone service to remind passengers about their scheduled trips. Since that time, no-
shows and late cancellations have decreased considerably, providing a more timely and reliable
service. For example, in March 2013 there were 290 no-shows and late cancellations, and by
July 2013, this has decreased to 101. Continuation of these policies and their enforcement
would likely ensure that these figures decrease in future months, maintaining a more efficient
and effective service.

Incentives to Passengers

As a method to encourage passengers to comply with trip reservation policies, demand
response systems have implemented incentive programs. The Regional Transportation
Commission (RTC) of Southern Nevada, for example, generates reports twice per year showing
which passengers have not had any no shows. Based on their frequency of use on the system,
these passengers receive free ride coupons. Another example is the Utah Transit Authority, who
revised their policies to include a Responsible Rider Program. The program rewards riders with
good ridership records over a 6 month period and who had at least 6 one-way trips. Both
systems have seen a reduction in no shows and cancellations since implementing these
programs as part of their policies.

DAR / VineLine could develop and implement a similar program as part of the overall policy.
The program would have to define the parameters of a good ridership record and whether or
not there would be different levels of rewards. For example, the more one-way trips a
passenger schedules in a given period of time, the greater the reward with a good ridership
record. Typical rewards depend on the level of ridership and are in the form of free ride
coupons.
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MARKETING STRATEGIES

Marketing in its broadest context should be viewed as a management philosophy focusing on
identifying and satisfying customers’ wants and needs. The basic premises of successful
marketing are providing the right product or service, offering it at the right price, and
adequately promoting or communicating the existence and appropriateness of the product or
service to potential customers. Unfortunately, the word “marketing” is associated only with the
advertising and promotional efforts that accompany “selling” the product or service to a
customer. Instead, such promotional efforts are only a part of an overall marketing process.
Without a properly designed and developed product or service offered at the right price, the
expenditure of promotional monies is often ill-advised.

Obviously, the marketing program must fit within budgetary limitations of any organization.
According to the American Public Transit Association, transit providers typically budget between
0.75 and 3.0 percent of their gross budget on marketing promotions (excluding salaries), with
the majority around 2 percent. Although this is slightly less than most private sector businesses,
public sector organizations can rely more heavily on media support for their public relations
programs.

Improve Service Quality

A key precept of marketing is to provide a quality “product.” In the case of public transit, a
reputation for providing quality service encourages increased ridership and public support for
transit. Tax-based funding and fares are more acceptable when service quality is high. A key
marketing effort, therefore, is to improve on-time performance, passenger amenities, and
reduce in-vehicle travel time. Solving these problems and subsequently improving the public
perception of Lodi Transit's quality of service through marketing is essential. The following
monthly service monitoring techniques should be ongoing:

e On-Time Performance — Comprehensive records of on-time performance are useful in
determining proper scheduling and ensuring quality service. At a minimum, transit
supervisors should be required to do a standardized observance of on-time performance as
part of their service checks. This data should be entered into spreadsheets to allow tracking.
In addition, on-time performance surveys should be conducted at least twice per year. The
City is currently tracking the on-time performance of their routes.

o Annual Passenger Survey — On-board passenger surveys are a vital source of planning
information regarding the ridership and the purpose of their trip-making. In addition,
surveys are the single best way to gain “feedback” regarding the service. Funding for annual
on-board surveys should be a priority. Questions that should be addressed in the annual
passenger survey include the following:

- Day and date that the survey is completed
- Time at which the survey is completed

- Route that the passenger is traveling

- Passenger gender
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- Passenger age
- Whether the passenger is disabled, and if so, the type of disability

- Origin of trip (major intersection near trip origin) and trip destination (major intersection
near trip destination)

- Purpose of trip, typically categorized as work, shopping, recreational, social, educational,
other

- Rating of the transit service (poor, fair, good, very good, excellent)
- Suggestions for improvements in transit service

o Boarding and Alighting Counts — It is worthwhile, on at least an annual or biannual basis, to
conduct a day-long count for boarding and alighting by stop for each of the services
operated. The City is currently conducting these counts. There are a number of useful
pieces of information that can be gleaned from a boarding and alighting count:

- Identify the most important and frequently used stops
- Rank bus stops for potential passenger amenities, such as shelters or benches

- ldentify the section along the route where the maximum load occurs. This information is
very important in identifying the appropriate vehicle size for the service, as well as to
track the service quality issues, such as passenger overcrowding.

Marketing for New Services and Service Changes

One common and important aspect of marketing that could be particularly effective is to
increase the awareness of residents to any service changes before they are implemented,
thereby translating into higher demand for transit services. There are several methods Lodi
Transit can use to inform residents and visitors of changes to existing services and newly
implemented services.

Community Marketing

This is direct marketing through partnerships with community organizations such as schools and
colleges, businesses and employers, social services, senior residences and senior centers, and
neighborhood associations. The benefits of community based marketing are that it is effective
and inexpensive, and that it capitalizes on transit’s unique role as a community service. It also
allows the transit agency to specifically target messages and appeals, and it allows them to
provide the high information content necessary to generate ridership. It also allows the partner
to provide direct feedback on how well transit is meeting their needs.

The first step in community based marketing is to identify a target group and then determine
the “gatekeeper” for that audience. For example, the “gatekeeper” for social services would be
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the director. In community based marketing, it important to build and maintain relationships.
The transit agency should regularly communicate with the local social service agencies and
other community service organizations to get the word out to all areas of the City.

Presentations

Public speaking is the ultimate low cost marketing tool. It shows confidence in your message
and is a great image builder (if done well). It puts a face on the transit organization. It can be
done interactively so that the speaker can answer questions and convey customized
information. The target audience would likely be seniors, students, welfare to work clients, and
employee groups. The presentation can be for non-users as well. Speaking to members of civic
and business organizations enables the transit agency to set up an identity as part of the
community. It is also useful to present to decision makers and elected officials to maintain a
positive image.

Transit Ambassador

One way of spreading the word about transit services and educating the public is through
various programs / positions, such as a Transit Ambassador. These positions are typically
helpful for promoting fixed route services, especially to senior or other “target” populations. The
City of Lodi previously posted an opening for this position, however they were unable to obtain
any interest. This could be the result of the position being volunteer, or unpaid. The City should
consider obtaining funding for a paid Transit Ambassador position, should a volunteer position
continue to remain unfilled.
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Chapter 8
Financial Alternatives

FINANCIAL SOURCES
Funding Source Overview

Transit funding is obtained from multiple sources, with the most prominent being from Federal
and State grant and other programs. Transit funding (not including passenger revenues),
particularly in California, can be complicated due to the many available sources. The following is
a summary of the available funding sources to Lodi Transit, and includes discussion (where
applicable) regarding the new changes from MAP-21. It should be emphasized that there is a
high degree of uncertainty regarding many of the transit funding programs over the long-term,
as these depend on future decisions regarding public funding priorities.

On July 6, 2012, Moving Ahead for Progress in the 21* Century (MAP-21), a new two-year
transportation authorization, was signed into law. This law expands on Safe, Accountable,
Flexible, Efficient, Transportation Equity Act: A Legacy for Users (SAFETEA-LU) provisions, and
is designed to strengthen and improve the safety of public transportation programs. MAP-21
resulted in four major change categories: creation of new programs, consolidation of existing
programs, repealed programs, and modified programs. Not all of the programs were changed,
and not all changes apply to the Lodi Transit system.

Federal Funding Sources

The Federal Transportation Administration has numerous grant programs available to transit
agencies for both operating and capital assistance. Eligibility in many programs are dependent
upon population, distinguishing between “urban” and “nonurbanized” areas for funding
allocations. Those applicable to the City of Lodi are FTA 5309, 5310 and 5307; each of these is
discussed in detail below.

FTA Section 5309 Capital Investment Grants

Prior to the signing of MAP-21, FTA Section 5309 grants were split into three categories: New
Starts, Fixed Guideway Modernization, and Bus and Bus Facilities. As of 2012, under new
provisions of MAP-21, this section will only include New Starts; Fixed Guideway projects are
covered under FTA 5337, and Bus and Bus Facilities under FTA 5339. In general, grants will be
awarded for major investments for new or expanded rail, bus rapid transit (BRT) and ferry
systems. Other major modifications to this program include:

o New eligibility for projects that expand capacity by a minimum of 10 percent in existing
transit corridors that are at or above capacity, or are expected to be at capacity within 5
years.

e Streamlined project development process, eliminating the alternatives analysis requirement
and relying on alternatives developed in metropolitan planning and environmental review
processes.
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e Streamlined project evaluation and rating systems.

The “Small Starts” component of the New Starts program, which provides funding and oversight
for projects seeking less than $75 million dollars in New Starts funds, was authorized for
separate funding beginning in FY 2007 under SAFETEA-LU. The Small Starts component funds
projects through a single year grant or expedited grant agreement.

In Fiscal Years 2013 and 2014, the FTA has funded this program for a nationwide total $1.9
billion. However, no money has been allocated to Lodi Transit, as projects eligible for this
funding are unknown at this time. Future funding may be looked at in more detail as projects
are developed and come to fruition.

FTA Section 5310 Enhanced Mobility of Seniors and Individuals with Disabilities

FTA funds are also potentially available through the Section 5310 Elderly and Persons with
Disabilities Program (largely vehicles), which is administered by Caltrans. This program is
designed to improve the mobility of seniors and disabled persons, and are apportioned based
on population. Under MAP-21, this program now includes the New Freedom program
(previously FTA 5317), further extending grant opportunities for serves geared towards disabled
persons that exceed ADA requirements. Funding is split on a 55 / 45 basis:

e A minimum of 55 percent of funds are required to be spent on capital projects that were
eligible under the old FTA 5310 provisions. This includes projects associated with services
that are designed to improve access to public transportation for seniors and disabled
persons, such as demand response programs.

e The remaining 45 percent can be used for projects that would have fallen under FTA 5317
(projects that exceed requirements of the ADA), projects that improve access to fixed-route
service for disabled persons on complementary paratransit, or alternatives to public transit
that assist seniors and disabled persons (i.e. taxi voucher program or volunteer driver
programs).

Consistent with previous requirements, projects that are funded under this program must be
part of a coordinated public transit — human services transportation plan. However, under the
new law, the previous competitive selection process under New Freedom is now optional.

FTA 5310 requires a 50 percent local match for operating expenses, and a 20 percent match for
capital expenses. In Fiscal Years 2013 and 2014, the FTA has allotted roughly $255 million and
$258 million for projects, respectively.

FTA Section 5307 Urbanized Area Formula Grants

The largest of FTA’'s grant programs, this program provides grants to urbanized areas (50,000
population or more per the US Census) to support public transportation. Funding is distributed
by formula based on the level of transit service provision, population, and other factors. The
program remains largely unchanged with a few exceptions:
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o Job access and reverse commute activities now eligible: Activities eligible under the former
Job Access and Reverse Commute (JARC) program, which focused on providing services to
low-income individuals to access jobs, are now eligible under the Urbanized Area Formula
program. This includes operating assistance, with a 50 percent local match required for job
access and reverse commute activities. In addition, the urbanized area formula for
distributing funds now includes the number of low-income individuals as a factor. There is
no floor or ceiling on the amount of funds that can be spent on job access and reverse
commute activities.

o Expanded eligibility for operating expenses for systems with 100 or fewer buses: MAP-21
expands eligibility for using Urbanized Area Formula funds for operating expenses.
Previously, only urbanized areas with populations below 200,000 were eligible to use
Federal transit funding for operating expenses. Now, transit systems in urbanized areas over
200,000 can use their formula funding for operating expenses if they operate no more than
100 buses. Systems operating between 76 and 100 buses in fixed route service during peak
service hours may use up to 50 percent of their “attributable share” of funding for operating
expenses. Systems operating 75 or fewer buses in fixed-route service during peak service
hours may use up to 75 percent of their “attributable share” of funding for operating
expenses. This expanded eligibility for operating assistance under the urbanized formula
program excludes rail systems.

o New takedown for safety oversight: MAP-21 sets aside one half of one percent
(approximately $22 million per year) of Urbanized Area Formula funds for State safety
oversight grants (see above section on safety).

In Fiscal Year 2013-14, the City of Lodi is expecting to receive a total of $1,360,000 in FTA
5307 funding, for operating and capital purposes.

State Funding Sources

Transportation Development Act Local Transportation Funding (LTF)

A mainstay of funding for transit programs in California is provided by the Transportation
Development Act (TDA). The major portion of TDA funds are provided through the Local
Transportation Fund (LTF). These funds are generated by a one-fourth cent statewide sales tax,
returned to the county of origin. The returned funds may be spent for the following purposes:

e Two percent must be provided for bicycle facilities (barring certain findings).
e The remaining funds must be spent for transit and paratransit purposes, unless the
Transportation Commission finds that no unmet transit needs exist that can be reasonably

met.

o If a finding of no unmet needs that are reasonable to meet is made, remaining funds can be
spent on roadway construction and maintenance purposes.

In Fiscal Year 2012-2013, the City of Lodi’s available apportionment is $1,782,624 in LTF
funding for transit, an increase from the $1,495,400 received for Fiscal Year 2011-2012.
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State Transit Assistance (STA) Funds

In addition to LTF funding, the TDA includes a State Transit Assistance (STA) funding
mechanism. The sales tax on gasoline is used to reimburse the state coffers for the impacts of
the 1/4 cent sales tax used for LTF. Any remaining funds (or “spillover”) are available to the
counties for local transportation purposes.

The City of Lodi received $200,511 in STA funding in Fiscal Year 2011-2012. In Fiscal Year
2012-2013, the City’'s expected apportionment is $316,643.

Proposition 1B

On November 7, 2006, California voters approved Proposition 1B, the Highway Safety, Traffic
Reduction, Air Quality, and Port Security Bond Act of 2006, which authorized the issuance of
$19.925 billion in general obligation bonds to invest in high-priority improvements to the state's
surface transportation system and to finance strategies to improve air quality. Among the
programs contained in Proposition 1B is the $3.6 billion Public Transportation Modernization,
Improvement, and Service Enhancement Account (PTMISEA). When appropriated by the
Legislature, funds in the PTMISEA are to be used to fund various mass transportation projects,
including rehabilitation, safety or modernization improvements, capital enhancements or
expansion, rail transit improvement, bus rapid transit improvements, the acquisition of rolling
stock, and other similar investments. The funds in the PTMISEA are to be dispersed according
to the formula used to distribute funds in the State Transit Assistance Fund (STA).

In Fiscal Year 2011-2012, the City of Lodi received $69,692 in Prop1B funding. For Fiscal Year
2012-2013, the City is estimated to utilize approximately $137,200.

Local Funding Sources
Measure K

Measure K (Transportation Tax Fund) was a bond measure passed by San Joaquin County
voters for a sales tax increase of one-half of one percent for transportation improvements. The
funds are used for improvements that are included in the 2-year transportation expenditure
plan, and include street repairs, safety and operational improvements, and promotion of bus
services, to name a few. The revenues collected are distributed by the San Joaquin Council of
Governments to the local jurisdictions. In Fiscal Year 2011-2012, the City of Lodi received
roughly $485,282 from Measure K. This is expected to decrease in Fiscal Year 2012-2013, with
estimated funding totaling $462,980.

Advertising Strategies

Many transit systems typically use advertising on their vehicles and at passenger facilities to
raise additional revenue. Advertising on the outside of buses raises the most revenue, followed
by advertising at shelters or on benches. Interior advertisement on buses may bring in
significant revenue in urban and smaller urban areas. One reason advertising on buses is so
attractive to advertisers is that buses are highly visible and provide a “traveling” advertisement,
while it can also be used by the transit system to “brand” itself.
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The City of Lodi has expressed interest in advertising on panels that are available on their EZ
Rider fleet (6 vehicles). Advertising costs on similar buses in similarly sized communities range
from $240 per month for curbside bus panel advertisements to $290 per month for either
street-side bus panels or rear bus panels. Given the number of vehicles equipped for this, the
City of Lodi could generate roughly $4,920 per month, or $59,040 per year, in advertising
revenues. A formal advertising policy would need to be developed by City staff and presented to
the Lodi City Council for review and approval.
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Chapter 9
Short Range Transit Plan

This short-range transit plan is intended to guide the improvements of public transit services in
the City of Lodi in Fiscal Years 2013-2014 through 2022-23. Much of the analysis used as a
basis for the plan is presented in previous chapters; the reader is encouraged to refer to
previous chapters for additional information and discussion regarding the various plan elements
presented below.

The various Service, Capital, Institutional and Management, and Financial elements of the Short
Range Transit Plan Update are presented in the sections below, followed by an Implementation
Plan to guide transit improvements. Together, these elements will increase access to transit
services, fully meet the requirements of the Americans with Disabilities Act, and ensure that
Lodi Transit services are financially sustainable. In particular, this plan is designed to serve
those residents most dependent upon transit services, while also expanding the ability of Lodi
Transit to serve general public residents and visitors. This plan is contingent upon many factors,
including future funding availability, changes in development and population, and other factors
(notably the cost of gasoline) that could substantially change the demand for public transit
services in the future.

SERVICE PLAN

The City of Lodi's current contract with MV Transportation allows for a 15 percent expansion
over the 33,000 revenue hours baseline, for a total of 37,950 revenue hours. This increases the
total available amount of vehicle revenue hours by 5,661 revenue hours. The contract costs, per
the most recent contract amendment, would continue as identified in the current agreement.
This figure for vehicle revenue hours was used as a guide to determine what improvements the
City of Lodi could make to the transit system. Table 20 provides a summary of each plan
element and its impact on operating cost, vehicle revenue hours, farebox revenues and
operating subsidy, based on Fiscal Year 2013-14 operating contract price formulas. Note that
these figures are for one year only, and are projected for future years later in this Chapter.

Extend Weekday Service on Fixed Route to 7:15 PM

It is recommended that Lodi Transit Routes 1 through 5 be extended until 7:15 PM on
weekdays. The addition of one evening run would provide more options for commuters within
the City of Lodi that do not work a standard 8 to 5 schedule, and would allow for after work
errands to be run as well. As shown in Table 20, this element would increase farebox revenues
by $7,300 and operating subsidy by $53,000, and would serve an additional roughly 10,000
passenger-trips per year.

Extend Saturday Service on Fixed Route to 9:15 PM
Expanding Saturday service to 9:15 PM would generate the most new ridership out of all the
weekend options, thereby increase farebox revenues. Service until 9:15 PM would allow for

more recreational options to residents and visitors, particularly for shopping and dining in
downtown. Providing the extra 6 runs would expand ridership by approximately 2,600
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passenger-trips per year, increase farebox revenues by $2,100 annually and increase operating
subsidy by $56,100.

TABLE 20: City of Lodi Transit Service Plan Elements
Change in
Change in Vehicle Change in Change in
Operating Revenue Farebox Operating
Cost Hours Revenues Subsidy
E d ting h
xpand operating hours on $60,300 986 $7,300 $53,000
weekdays to 7:15 PM
E d ting h
xpand operating hours on $58,200 968 $2,100 $56,100
Saturdays to 9:15 PM
E d ting h Sund
xpand operating hours on Sundays 429,100 434 41,400 $27.700
to 4:15PM
Begin weekday fixed route service
$60,300 986 $4,800 $55,500
at 6:30 AM
Revise Route 5to serve
Beck Cluffl d DMV
eckman/Cluff loop an on 50 0 $6,700 86,700
request and make Costco/Home
Depot a regular stop
Eliminate Express Route 7 -$36,400 -548 -$400 -$36,000
E d DAR ting h to 7:30
xpan operating hours to $36,300 298 $8,440 $28,360
PM on weekdays
E d DAR ting h t0 9:30
xpan operating hours to $14,200 313 $590 $13,610
PM on Saturdays
Expand DAR operating hours to 4:30
XP perating hou $7,500 160 $370 $7,130
PM on Sundays
Total Change for Plan Elements $230,000 3,646 $31,300 5$198,700
Source: LSC Transportation Consultants, Inc.

Extend Sunday Service on Fixed Route to 4:15 PM

Service on Sunday ends very early now, at 1:30 PM, which does not fully meet the needs of
residents. Expanding service until 4:15 PM would provide an additional 3 runs, and would allow
for more options to residents, including those related to church service as well as shopping and
recreational opportunities. As shown in Table 20, this would increase vehicle revenue hours by
484 hours, farebox revenues by $1,400 and operating subsidy by $27,700.
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Expand Weekday Service on Fixed Route to Begin at 6:30 AM

Offering one additional morning run to commuters at 6:30 AM would substantially increase the
ability of the transit service to serve commuters, as the current schedule does not provide the
first arrival into downtown Lodi until 8:15 AM. Weekday routes all depart the Lodi Transit
Station at 7:30 AM. It would allow for more flexible travel times and would increase ridership
from people that are not otherwise able to use transit given the current schedule, and would
enhance connections with RTD services. The extra morning run would increase operating
subsidy by $55,500 and farebox revenues of $4,800, serving 6,100 additional passenger-trips
per year.

Add the Costco / Home Depot Shopping Area as a Scheduled Stop on Route 5 and
Add On-Demand Service to DMV

The most frequent public comment received in the course of this study was that service to
southern Lodi was needed, and in particular, to the Home Depot / Costco shopping area on
Harney Lane. Because of limited ridership on the existing Beckman / Cluff area loop, scheduled
stop service along Route 5 is possible at the shopping center. The Beckman / Cluff loop should
become on-demand, so as to not eliminate fixed route service options for the residents of the
mobile home park and workers of the industrial area nearby. As two-thirds of the runs operated
on this loop currently do not serve any passengers, this would ensure that passengers on Route
5 are provided with more convenient service, as the additional travel time needed to service this
area would only be incurred when a passenger is served. Additionally, on-demand service would
be added to the Department of Motor Vehicles, another location that was mentioned during the
public workshop events. As no additional vehicle service hours are required to make this
enhancement, operating costs are not expected to increase. However, operating subsidy would
reduce as a result of increased farebox revenue, as shown in Table 20, by $6,700.

Eliminate Route 7

After reducing morning fixed route service in 2009, Express Route 7 was created to serve
morning commuters and provide a direct route from the Transit Station to the popular bus stops
on Kettleman Lane / Lower Sacrament Road. Currently, Route 7 is the least effective route in
the entire system, carrying only 1.1 passengers per hour and costing roughly $62.12 per
passenger-trip to operate. The highly specialized nature of this route coupled with the poor
performance statistics shows that the route is not serving the greater population of the City of
Lodi. As such, the route should be eliminated. Doing so would save the City roughly $36,000 in
operating subsidy per year.

Expand Weekday Service on Dial-A-Ride / VineLine to 7:30 PM
With fixed route expansions comes the need for expansions to the Dial-A-Ride / VineLine
program as well. Service on weekdays should be expanded to 7:30 PM, adding on roughly one

additional hour of service. As shown in Table 20, this would increase operating subsidy by
$28,360 per year, vehicle revenue hours by 298 hours and farebox revenues by $8,440.
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Expand Saturday Service on DAR / VineLine to 9:30 PM

To coincide with new fixed route service, the Dial-A-Ride / VineLine program should expand
operating hours to 9:30 PM on Saturdays, adding roughly 6 new hours of service. Doing so
would increase vehicle revenue hours by 313 hours, farebox revenue by $590 and operating
subsidy by $13,610.

Expand Sunday Service on Dial-A-Ride / VineLine to 4:30 PM

On Sundays, operating hours for the Dial-A-Ride / VineLine program should be extended by 3
hours, to provide service until 4:30 PM. As shown in Table 20, this would increase vehicle
revenue hours by 160 hours, farebox revenues by $370 and operating subsidy by $7,130.

Summary of Service Plan Elements

As a whole, implementing these elements will increase operating costs by $230,000 per year, if
all elements were fully implemented in year one. The total change in vehicle revenue hours is
3,646 hours, which is below the “allowed” amount of an additional 5,661 vehicle revenue hours
in the contract. In the Financial Plan section that follows, detailed information regarding year-
by-year impacts for operating costs, ridership, and farebox revenues are discussed.

CAPITAL PLAN
Fleet Replacement

As discussed in Chapter 6, there are a number of buses that need to be replaced during the
plan period. The City has stated they plan to replace the fixed route and demand response
cutaway type buses every 5 years. In Fiscal Year 2013-2014, the City of Lodi has secured
funding to replace 13 cutaway vehicles, while in FY 2014-2015 they plan to replace an
additional 4 cutaways. Another two buses should also be replaced in FY 2015-2016. The next
cycle falls in the second half of the 10-year plan period, with the same vehicles replaced, in
addition to the larger vehicles in the fleet. The cost in FY 2013-2014 to replace the 13 buses is
on the order of $1.95 million, and roughly $636,500 for the 4 buses in FY 2014-2015 and
$327,800 for 2 buses in FY 2015-2016. These costs increase due to inflation for the second
round of replacement, as well as the inclusion of the EZ Rider replacements. In total, bus
purchases will cost roughly $9.36 million over the next 10-years.

Install Bus Wash Facility and Upgrade Fueling Facility

It would be highly beneficial to the City of Lodi to upgrade their fueling management system
and install an in-house bus washing facility. The existing Municipal Services Building has an
unused bay that is appropriately sized to be retrofitted for a bus wash bay. The City of Lodi has
allocated $240,000 in Fiscal Year 2013-2014 for these upgrades in their Capital Project Plan;
these costs are used for planning purposes in the financial tables that follow.
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Bus Stop Improvements

There are a few bus stops, as discussed in Chapter 6, that require improvements such as
replacement benches and new wheelchair pads. The City of Lodi has conducted an inventory of
bus stop improvements and has budgeted a total of $100,000 for improvements in Fiscal Year
2013-14. Their list includes bus stop concrete pads, purchase and installation of bus shelters
and benches, and installation of other passenger amenities (i.e. trash cans, lighting, etc).
Boarding and alighting counts would provide additional information to help determine how to
prioritize future improvements. For example, stops with a high number of boarding should
receive improvements before stops with one or two passengers per day. For the purposes of
the plan, this $100,000 is used in the financial tables, as there is funding available for these
items. The City is planning to complete bus stop improvements every other year, which is
reflected in the plan.

Lodi Transit Station Upgrades (Southwest and Expansion)

It is recommended that the City of Lodi develop an RFP to complete a study for a new transit
station in southwest Lodi, near the Kettleman Lane / Lower Sacramento Road shopping area.
The cost of this study is unknown at this time, as it is dependent upon the scope of services
desired. However, at a minimum, the study should include analysis of potential site locations,
site design strategies, a preferred design and associated costs to complete the project.
Particular attention should be paid to potential impacts on the current transit schedules (i.e. will
schedules need to be changed to accommodate a new stop location?). Additionally, San Joaquin
RTD should be included throughout the study to ensure that services can be coordinated at the
new facility and that the site meets their needs (from the operator’s perspective) as well. An
estimate of $30,000 is included for the planning study required for this project, and roughly
$750,000 for the construction.

The City is also planning upgrades and an expansion to the existing Transit Station in
downtown. General facility upgrades are planned for the station, including expanded restrooms
for passengers. The overall expansion project is aimed at increasing space available for secured
parking for the fleet, as well as additional building space for driver training, meetings and other
transit-related activities. A study will need to be completed to determine feasibility, site
locations, design and cost. Roughly $30,000 is allotted for this study in the budget, as well as
$1 million for purchase of the land and $1 million for the construction.

Install Additional Security Cameras on Vehicles and at the Lodi Transit Station

The City of Lodi has installed cameras at the Lodi Transit Station, Parking Structure and on
existing vehicles. Currently, the EZ Rider vehicles have cameras installed. The focus will be on
existing cutaways, as well as future vehicle purchases. Adding the vehicle cameras will enhance
safety on the buses and will allow for appropriate penalties to passengers not following Lodi
Transit policies, while cameras at the Transit Station can aid in reducing vandalism and theft.
According to the Fiscal Year 2013-2014 Lodi Transit Capital Budget, roughly $174,000 has been
allocated for bus equipment, including cameras. An additional $180,000 has also been
estimated for the cost of security equipment at the Transit Station. Note that the capital plan
shows the installation of the security equipment at Lodi Transit Station as $191,000 for FY
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2014-2015, which reflects inflation. Additional security cameras may need to be replaced in the
future; funding was allotted for these in the plan.

Install AVL Technology on Buses

The installation of AVL on the Lodi fleet will be beneficial to the system, as well as enhance the
passenger experience. Therefore, it is recommended that Lodi Transit install AVL equipment on
the buses. The proposed Fiscal Year 2013-2014 Capital Budget includes costs for these items,
on the order of $83,000, however that is not for the entire fleet. The capital plan in this study
assumes a higher figure as more buses should be retrofitted.

Install Real-Time Traveler Information Displays at Key Locations

In addition to the AVL technology, Lodi Transit should also install a real-time bus
arrival/departure screen at the Lodi Transit Station and at the Kettleman Lane / Tienda Drive
stop in southern Lodi. This would provide additional departure information for passengers
regarding each bus route. A total of $40,000 has been allocated for this system in Fiscal Year
2014-2015.

Vault and Farebox Equipment

The City of Lodi is planning to upgrade their existing vault and farebox system at the Transit
Station to provide better security for the farebox revenues. This is to be installed at the existing
building where dispatch and operations are housed. The Fiscal Year 2013-2014 Capital Budget
has included $148,000 for the purchase and installation of the new system, which has been
included in the financial plans that follow.

INSTITUTIONAL / MANAGEMENT PLAN
Demand Response Strategies

As a means to help lessen the number of no-shows and late cancellations experienced by Lodi
Transit’'s DAR / VineLine program, the agency should continue enforcement of the existing
policies. Both no-shows and late cancellations have shown a decreasing trend since
enforcement, which is expected to continue in the future. The City should also look into
passenger incentive programs. These types of changes are easily made and have proven to be
successful at many other transit systems with similar issues.

Improve Service Quality

To improve and maintain the quality of service on both fixed route and demand response
services, Lodi Transit should continue to conduct regular monitoring activities. This includes:

o On-Time Performance — Comprehensive records of on-time performance are useful in
determining proper scheduling and ensuring quality service. The current practice of
providing monthly information by the contractor should be continued, and the City staff
should continue to monitor and assess if on-time performance is not being met.
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o Annual Passenger Survey — On-board passenger surveys are a vital source of planning
information regarding the ridership and the purpose of their trip-making. In addition,
surveys are the single best way to gain “feedback” regarding the service. Funding for annual
on-board surveys should be a priority.

o Boarding and Alighting Counts — It is worthwhile, on at least an annual or biannual basis, to
conduct a day-long count for boarding and alighting by stop for each of the services
operated. The City should continue to conduct quarterly boarding and alighting counts.

These can be conducted with little to no cost to the transit agency, and could be incorporated
as part of a revised contract with the transit contractor.

Marketing for New Services and Service Changes

Another method for educating the public is to ensure adequate marketing for new services and
changes to existing service. In addition to posting on the agency website, direct marketing
through local social service agencies, businesses, schools and other public outlets is
recommended. For example, with extended evening hours, flyers could be posted in downtown
businesses, particularly restaurants, to inform passengers of the new hours. This would not only
reach existing transit users, but also those that may be “choice riders” and do not currently use
the system. Letting them know of new services could provide the opportunity for additional
ridership, while ensuring existing riders are kept abreast of all changes so as to not interrupt
their ability to use the service. Another marketing option that could be employed is to host
periodic workshops for the public as changes are made. These should be advertised online, in
print newspapers and over the radio, if possible, to ensure all audiences are informed. This type
of interactive setting can be helpful for persons with questions about the transit system,
whether or not they pertain to the changes at hand. Providing as much information as possible
to passengers and potential passengers is key to maintaining and expanding the ridership base.

FINANCIAL PLAN
Advertising Revenues

Advertising could provide a fairly significant amount of local funding to Lodi Transit. As
discussed earlier, a review of similarly sized systems that have advertising available on their
vehicles showed that on average, prices range from $240 to $290 per panel, depending on the
location on the bus. It is recommended that Lodi Transit develop policies related to on-bus
advertising and present this for adoption to the City Council. If the rates discussed above are
implemented, revenues would total $820 per vehicle. As advertising contracts are not always
consistent or constant, it is assumed that buses would have advertisements on them roughly 80
percent of the time. As such, total revenues for the six vehicles could total $3,936 per month
and $47,232 per year.

Subsidy Funding Sources
The following methodology was utilized in developing this Financial Plan:

o First, forecasts of annual operating and administrative costs were developed, as presented
in Table 21 for FY 2013-14 through FY 2022-23. “Base case” operating and administrative
cost forecasts were estimated, assuming a 3 percent annual inflation rate of current costs in
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the absence of any change in service levels. Next, operating and administrative cost
estimates were identified for each Plan element, based upon the analyses presented in
previous sections of this document, and consistent with the implementation plan presented
below. These costs were also factored to reflect the assumed rate of inflation. Operating
and administrative costs over the ten-year period will total approximately $36,985,900 with
the plan elements.

o Next, ridership for each plan element was estimated, as presented in Table 22. The “base
case” ridership reflects expected ridership assuming no changes in service and that ridership
will grow consistent with the recent population growth rate of 0.88 percent (determined
from the annual growth between 2000 and 2010 Census data). The ridership impact of each
Plan element (including the fare modifications) is then identified and summed. As new
services do not immediately attain the full potential ridership, ridership on new services is
factored to reflect 66 percent of potential ridership in the first year of service and 90
percent of potential ridership in the second year. For elimination of services, it is assumed to
happen immediately. In addition, ridership (for both base case and for the service
improvements) is factored to reflect an annual increase in population and associated
ridership demand. By FY 2022-23, ridership is conservatively forecast to equal 279,700 one-
way passenger-trips per year, which is 40,800 trips over the base case forecast of 238,900
(a 17 percent increase).

e Based on the ridership figures presented in Table 22, the estimated farebox revenues are
presented in Table 23. Again, these figures reflect the impacts of the fare modifications. As
presented, the base case farebox revenues for FY 2022-23 are estimated at $202,700.
Implementation of the plan elements will increase those farebox revenues by $34,600,
equal to a 17 percent increase. Over the entire ten-year Plan period, farebox revenues will
total $2,267,200 (roughly $318,000 over the base case $1,949,200).

e The next element necessary in the development of the plan is estimation of the capital cost
for vehicles, passenger amenities, passenger facility improvements and operating
equipment, as shown in Table 24 for each year of the plan period. It should be noted that
an annual inflation rate of 3.0 percent is reflected in these figures. Capital items consist of
the following:

- Vehicle purchases, as detailed above

- Security improvements, including video cameras and the Automatic Vehicle Location
system

- Fuel facility upgrades and a new bus wash facility

- Bus shelter/bus stop improvements

- Vault and farebox equipment

- Miscellaneous upgrades and remodel (restroom facilities) to the Transit Station, as
planned by the City

- Expansion to the existing Transit Station

- Construction of a new transit transfer station in southwest Lodi

Capital costs over the ten-year period will total approximately $15,397,500. With respect to
the Lodi Transit Station expansion and the southwest Lodi transit center projects,
construction and land costs are estimated. Until land is identified and purchased, and
comprehensive planning studies are completed, costs are relatively unknown. The City
should update this Capital Plan once more information is known about these projects and
their costs.
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The results of Tables 21 through 24 were used to develop the Financial Plan, as presented for
each of the ten years of the plan period in Table 25. In addition to passenger fares (from Table
23), this Financial Plan incorporates the following operating funding sources:

e Local Transportation Funds (LTF) are the key local source of transit operating funds.
Excluding carryover funds as well as LTF funds allocated to other purposes, LTF annual
income available to Lodi Transit has increased. This plan conservatively assumes that annual
LTF revenues will continue this trend through the Plan period, and subsequently increase by
the assumed rate of inflation (3 percent).

e Federal Transit Administration (FTA) Section 5307 funds for each plan year are based on
Caltrans estimates and are assumed to increase by 3 percent per year in subsequent years.
Projections assume the same split between operating and capital continue, however with
the excess operating revenues shown, the City could potentially apply for less operating and
more capital, while keeping their total allocation the same.

e Measure K is expected to be reduced for future years, and is estimated at roughly $150,000
per year, adjusted for inflation over the plan period.

e State Transit Assistance (STA) has continued to increase for the City of Lodi, and is
assumed to continue this trend moving forward, increasing by the rate of inflation.

o A new funding source, advertising on buses, is included as new operating revenue. It is not
expected that advertising revenue be received until FY 2014-15, as a policy must be
developed and approved by City Council. The dollar amounts shown assume that roughly 80
percent of the time, all 6 EZ Rider buses will have full advertisements.

In total, operating revenues are forecast to exceed operating costs for every year of the plan.
The surplus operating funds are assumed in Table 25 to be transferred to the capital budget, if
needed. Other capital funding is planned as follows:

e Proposition 1B PTMISEA (Public Transportation Modernization, Improvement and Service
Enhancement Account) funds are allocated projects in FY2013-14 as currently planned by
the City of Lodi. Moving forward, funding is assumed to be received each year based on the
actual amount received in FY 2013-2014. Note that these amounts could change, based on
actual need. For example, they City may wish to apply for a specific amount for a specific
project that could exceed what is shown.

e Proposition 1B TSSDRA funds are allocated for security AVL and farebox/vault equipment, as
discussed earlier. It is assumed that additional TSSDRA funding will be available for cameras
at the transit station and on buses later in the Plan period.

o CMAQ funding is estimated based on actual capital (vehicle) purchase needs as discussed
previously. The amounts shown are consistent with the estimated costs of buses in each
Plan year.

As presented in the bottom portion of Table 25, this analysis indicates that the plan elements
can be fully funded, while still generating a positive balance. Note that there is no federal grant
funding shown for the southwest Lodi transit center or the Lodi Station expansion projects; the
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plan should be updated once costs and funding is known. As is, there are sufficient leftover

revenues from operating that could be transferred to the capital projects to cover these costs.
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IMPLEMENTATION PLAN
An implementation plan is included for the ten years of the plan document.
FY 2013714

Expand fixed route weekday hours to 7:15 PM

Expand fixed route Saturday hours to 9:15 PM

Expand fixed route Sunday hours to 4:15 PM

Expand demand response weekday hours to 7:30 PM

Expand demand response Saturday hours to 9:30 PM

Expand demand response Sunday hours to 4:30 PM

Eliminate Route 7

Revise Route 5 to include scheduled service to Costco / Home Depot
Replace thirteen transit vehicles

Purchase needed bus equipment

Complete fueling management system upgrades and bus wash facility
Begin bus stop improvements

Install new vault and farebox equipment

Continue monitoring and marketing efforts

FY 2014/15

Replace four transit vehicles

Purchase and install AVL on nineteen transit vehicles

Install security system at the transit station

Install NextBus system at the transit station

Begin planning / design of southwest transit center and Station facility remodel/upgrades
Begin advertising on vehicles

Continue with monitoring and marketing efforts

Continue with bus stop improvements

FY 2015716

Purchase two new transit vehicles

Purchase and install AVL on five vehicles
Continue with bus stop improvements

Continue planning the southwest transit center
Begin Station expansion planning

Install routine station and facility upgrades
Begin construction of station remodel

Continue on-bus advertising

Continue with monitoring and marketing efforts

FY 2016/17

e Purchase and install AVL on two vehicles
e Begin construction of southwest transit center
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Continue on-bus advertising

Continue with monitoring and marketing efforts

Purchase right-of-way for Lodi Transit Station expansion
Begin engineering / design of Lodi Transit Station expansion
Continue with bus stop improvements

FY 2017/18

Continue with bus stop improvements

Install routine station and facility upgrades
Continue construction of southwest transit center
Continue with monitoring and marketing efforts

Continue engineering and design for the Lodi Transit Station expansion

Continue on-bus advertising
Update Short Range Transit Plan

FY 2018719

Construct the Lodi Transit Station expansion

Replace 13 cutaway vehicles

Install security upgrades to buses and / or facilities
Continue with monitoring and marketing efforts

Begin construction of the Lodi Transit Station expansion
Continue on-bus advertising

Continue with bus stop improvements

FY 2019720

Continue with bus stop improvements

Install routine station and facility upgrades
Replace 4 cutaway vehicles

Continue with monitoring and marketing efforts
Continue on-bus advertising

FY 2020/21

Replace 2 cutaway vehicles

Continue with monitoring and marketing efforts
Continue on-bus advertising

Continue with bus stop improvements

FY 2021722

Install routine transit station and facility upgrades
Continue with bus stop improvements

Continue with monitoring and marketing efforts
Continue on-bus advertising

FY 2022723
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Replace 6 EZ Rider vehicles

Continue with monitoring and marketing efforts
Continue on-bus advertising

Continue with bus stop improvements

Prepare new Short Range Transit Plan
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